. - ' STATE OF VERMONT

ENHANCED 9-1-1 BOARD
Special Meeting #4
, 20 August 2015 ,
Capitol Plaza Hotel (Rm #338)
100 State St, Montpelier, VT

10:01 AM — Call to Order

Cha1r Roger Marcoux brought the meetlng to order. The following were in attendance B .
Board Members Present Public Members Present

Sheriff Roger Marcoux, Chair Mike Smith, Consultant

Chief Gary Taylor ‘ Paco Aumand, Central VT Public Safety Authority

Chief Steven Locke : , ' : -

Capt. Don Patch . Staff Members Present

Steve Gold * DBarbaraNeal, Interim Executive Director

Heather Dale Porter o . Soni Johnson, Board Clerk

New Business

~"w  New Board Member — Chair Marcoux welcomed Chief Steven Locke to the Board; Chief Locke replaces Chief Robert

Schilachter. Chief Locke provided an overview of his career in fire service. Chair Marcoux adv1sed that he would draft a
lettet from the Board thanking Chief Schlachter for his service.

E9-1-1 System Organizational & Operational Study — Mike Smith gave a presentation-of the last draft of his study (the final
report is due by September 1,2015). A copy of the drafi presentation has been attached to these minutes.

‘Discussion ensued:
o Chair Marcoux asked that Mike Smith add some information concerning the cohesiveness & effectiveness of this.
type of Board.

o Board responsibilities re: .oversight of PSAPs (performance, stafﬁng, call-taker training & certification)

o Universal Service Fund - Are tracfones/pay-as-you-go cell phones required to pay into-the USF? Are VoIP prov1ders
required to pay into the USF?

o Reduction of E9-1-1 budget (% of reduct1on s/b added to report)

o Confirm information concerning the current number of call-takers, number of call-taker seats at each PSAP and
staffing levels.

o Isit possible to determine call transfer times (not just call answer times)?
= Transition Update — Chair Marcoux asked Barb Neal for an update on the recent 9-1-1 system transition.
Barb Neal: System cut went very well; both text & voice calls transferred to the new system. FairPoint is handling issues
promptly. There are still some outstanding deliverables/requirements; Board staff are tracking them and working with
FairPoint on timelines for completion. Captain Patch asked if specific numbers were available for help desk tickets submitted
since system cut; Barb will research this. Due to the low volume of text-to-911 calls, Captain Patch asked if it were possible - -
for board staff to set up ongoing text-to-9-1-1 test calls to help call-takers become more familiar with them.

Executive Session

Chair Marcoux advised that the Board should enter into executive session to discuss the open Executlve Dlrector posmon ‘
Move: Chief Taylor 9. Steve Gold

There was no discussion and the motion passed unanimously by voice vote. Executive session was entered at 11:01 AM. Mike

. Smith, Soni Johnson & Barb Neal left the meeting at this time.
.Motion: Chief Taylor moved to come out of executive session; 2" by Captain Patch. There was no discussion. The motion passed.

unanimously by voice vote. Executive session ended at 11:30 AM. Soni Johnson & Barb Neal reentered the meeting at this time.

Motion - Chief Taylor made a motion to offer the Executive Director position to Barbara Neal; 2" by Steve Gold. There was no
dzscusszon The motion passed unanimously by vozce vote; Chief Locke abstained,

Adloumment

Motion: There being no further business, Chief Locke made a motion to adjourn; 2 by Steve Gold. There was no discussion and
no vote. The meeting adjourned at 11:45 AM."

Respectfully submitted:
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Son?Johnsox, Clerk . * Date ’
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DRAFT PRESENTATION TO THE E-911 BOARD
FINDINGS AND RECOMMENDATIONS REGARDING
' OPERATIONS AND MANAGEMENT

Mike Smith
~August 14, 2015

INTRODUCTION

Note: Working draft. Material is subject to 2
change




M. Roger Marcouy, Jr., Chair
E-911 Board

100 State Street

Montpelter, VT 05620

Dear Mr. Marcoux:
| appreciate the opportunity to work with the team at E-911 to review the operations and management of the E-911 Board.

The State of Vermont, and in particular the E-911 Board, is fortunate to have a dedicated, professional, and highly motivated
board and employees guiding the operations and managing the functions of the department. Thelr work product, individually
and collectively, is highly professional. | was especially pleased to see the successful transition to a new and more sophisticated
IT system. That s a rarity for IT projects.

The team was generous with their time and tremendously helpful providing information for this report. Their priority—let the
conclusions of the report be driven by the data—are completely aligned with the boards. Incorporated in this presentation are
the summary findings from my review of E-911 operations followed by recommendations to address opportunities for
improvement.

Thank you again for the opportunity to work on this [mportant project.

Sincerely,

Michael K. Smith
Consultant

Note: Working draft. Material is 3

subject to change

Primary E-911 Board Responsibilities

* Training
— Maintain and lead comprehensive training program for call
takers (call takers are employed by local PSAPs and Public
Safety for the state PSAPs).
* Data Base Management
— Manage; verify, and update critical information to ensure call
takers have the most precise information and location of caller.
s [T

— Installation, maintenance, and monitoring of the IT system,
including the call taker station and telecommunications
equipment needed to successfully operate a sophisticated E-
911 system.

Note: Working draft. Material is 4

subject to change

8/20/2015



PSAP CALL VOLUME
AND STAFFING

Note: Working draft. Material is
subject to change

8/20/2015

Year—Over—ear Call Volume

@f(@f:x/ RSAREIAE0

PSAP . Incoming and Abandoned calls
Derby : 23,199
Hartford 11,330
Lamoille ) 11,826
No Value ’ 504,
Rockingham 26,098'
Rutland 37,268
Shelburne 12,619
StAlbans | 17,471
williston 70,118
System Total 210,433

Note: Working draft. Material is
subject to change




Projected Year-Over-Year Calls With

subject to change

Consolidation
B Bl ]
ft  Hartford l 11'330;
‘No Value . 504
Rockingham ] ‘ 63‘,3'6"6’
Shelburne v 12,619
‘ iStAiBéné ,H__ 7
Williston " 83317
§ System Total 210,433
Note: Working draft. Material is 7
subject to change )
| Average Busiest Hour
* PSAP Avg. Busiest Hour Avg. Busy Hour calls
R . Derby 1700-1800 4.17
* Hartford 1500-1600 1.94
* Lamoille 1500-1600 1.78
* Rockingham 1700-1800 4.65
e Rutland 1600-1700 6.92
.+ Shelburne 1600-1700 2.07
e St Albans 1700-1800 3.07
¢ Williston 1600-1700 13.58
Note: Working draft. Material is 8
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Average Avail‘/ Logon by PSAP
(December 2014 to May 2015)

ﬁatamv@ﬁc»gﬁ‘@m Average Call-eler [Averge Callkeer |

BSARN [zis PSAP Al logon - [Tefl| Calls

Derby 4 171 3.15 10,993
Hartford 2 1.07 1.65 5,534
Lamoille 2 1.77 2.01 ) 5,530
Rockingham 4 175 3.50 12,765
Rutland 4 1.81 361 . 17,676
Shelburne 2 1.29 161 6,039
St Albans 2 1.48 195 7,812
Williston 6 2.39 2.99 33,279
System Wide 26 , 12,63 20.47 99,896

The system wide total includes an additional 268 calls which are

"no values.” .

“No value" calls are abandoned calls that are handled but are not tagged in the system in
relation to a PSAP/Position for MIS purposes.

Note: Working draft. Material is
subject to change

Staffing Sampling By Shift
- Avererpinmherel Festiems Al lered b 1 oy PR --
January 4-10 2015
Day Shift 07-15 Evening Shift 15-23 Night Shift 23-03 Night Shift 03-07
Willston 2.44 2.96 3.06 4.05 1.83 2.42 1.80 241
Rockingham 1.69 3.81 1.78 3.76 1.89 i.98 1.83 2.95
St. Albans 1.58 188 1.81 2.00 1.25 2,01 114 1.98
Shelburne ‘ 1.29 1.99 128 1.63 } 1.03 118 0.93 1.02 )
Hartford 0.93 1.97 0.91 1.94 0.94 1.00 0.90 1.22
Lamoille ) 1.80 1.95 213 2.47 1.93 2.06 1.44 1.53
Derby 1,80 . 296 173 3.04 1.74 2,70 173 241
Ruttand 1.83 3.87 1.85 ) 391 ) 1.83 3.10 1.72 2.83
Total 13.36 21.39 14.55 22.80 - 12.44 17.45 11.49 16.35
Note: Working draft. Material is 10
subject to change




8/20/2015

Staffing Sampling by Shift
--------

‘ March 15-21 2015 ” ] e . , , H , H

Day Shift 07-15 :..Even;.ng Shife15.23. ?_,N_igh_t_.smft..zs-o;, . Night shift 03-07 '
Cwison | 245 | 208 | 202 | sm | o0 | 2e | ey | 236

Rockingham . 1.55_ . . 3.81 186 | 38 . 184 ' 297 . 184 | 296

StAbans | 124 | 171 | 177 1.98 1.19 198 117 | 199 ]
_Shelburne . 144 1.96 157 197 & L2l . 132 .. 093 101 |
'

Hartford | 097 | 195 | 096 | 193 | o0s .| oes | o8 | 110 |

lamoille ;. 182 210 | 208 : 250 | 199 | 228 142

ety | 278 | sas | oaz | su | am | 2es | 164

. Rutland ;. 185 . 3.93 181 394 .18 1.325 1.80

1.68
23 |
16.28

i Total . 1308 | 2157 [ 1464

Note: Working draft. Material is

subject to change 1

Staffing Sampling By Shift
--------

i June7-132015 ], B R 1 . . X

s, DAY Sift 07-15 .,.N,ight..Shi.fI 2303 . ...,..NightS.hitt,QS-QZ.

I

Willston 239, ' 292 | 277 | 362 | 187 ]‘ 218 0 179 . :1--_°’5‘,,,I

‘Rockingham , 148 | 351 | 168 | 349 188 | 267 | 18 i 266
I_——"'."" B

LStAlbans | 152 | 183 | 175 | 167 | 110 | 199 T T

| Shelburme @ 152 ¢ 200 % 147 i 180

LAl 0..085 . 103

o194 | 095 | o0s8 | 094 | 106

-
(%3]
3
flixy
o
=
1
o
N

_Hartford

. lamoile | 185 | 214 188 233 | 138 | 145 122 | 131 '

153 | 230 l

L ‘ aze | 221 |

las i 243

1

L1387 0 2123 . 1461 2227 i 1177 | 1597 % 1057 . 1473_ ]
Note: Working draft. Material is

subject to change 12




Currently Available PSAP Call Takers

DEW] Shift Evening
| Shift

PSAP -

iIIiston
Rockingham
St. Albans
Shelburne

Hartford

w N N N' N ~
w N N N‘ N +~
N L N N [l

Lamoille

TOTAL 15 15 11 10

Note: Working draft. Material is

subject to change 13

National Model Per PSAP (Call-Takers only)

o Pre= L Pre- :
Consolidati |~ Consolidation
on Personnel -

Post-
Consolidation| Post-Consolidation Personnel
Equipment National Standard®

Equipment National
auip Positions -

Positions Standard

Derby" = .-

2 "10.2 0

Hartford [N 102 -2 10.2
Lamoille * 2 10.2 2 10.2
No Value 2 10.2 2 10.2
Rockingham 2 102 3 153
Rutland 3 15.3 0 0
Shelburne 2 10.2 2 10.2

2 10.2 2 10.2
Williston -~ 4 20.4 » 4 20.4

21 107.1 17 865

Note: Working draft. Material is

subject to change 14
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Key Findings--PSAP Staffing

* Historically, approximately 14 call takers
(some have a combination of call taking and
dispatching duties) are available during busy
shifts and approximately 20 people (call
takers, other dispatchers, etc.) are logged on
to the system during busy hours.

~ + A national model indicates that, based on the
state’s call volume, Vermont should have 17
call takers.

Note: Working draft. Material is subject to 15
change

J§ Key Findings: PSAP Staffing

‘ * Current staffing levels for available call takers
are at the average historic trends but below

recommended the national model for strictly

call taking positions.

| * Aside from call takers during high call volume

times (3 PM to 7 PM) at least 6 state
dispatchers will have to be logged in and be
on standby should they be needed to
maintain historic logged in levels.

Note: Working draft. Material is 16
subject to change

8/20/2015
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Key Findings: PSAP Staffing

* InFY 2016 the E-911 Board will reimburse the state public safety
department and local PSAPS through the USF fund for 24 call-taker
seats. Currently there aren’t 24 call-taker seats that are readily
available to take calls.

* As a general observation the system is operating as deSIgned and
everyone takes their responsibilities very seriously.

* There is a need to overcome lingering parochial call taking
attitudes which can lead to a few of the call takers resenting taking
calls outside of one’s own area. A

— In fact, the system is designed as a statewide system with call-takers
having statewide responsibilities during busy times. The E-911 Board
pays for equipment upgrades and call taking positions to ensure a
collaborative protocol is in place.

Note: Working draft. Material is
subject to change

17

Recommendation: PSAP Staffing

* Staffing for call takers should remain at
FY16 level to meet call volume
~demands.

— Savings through further reductions in the
number of call-takers (past the number already
reduced in the recent reorganization) is not
recommended until there is substantially more
experience and data in the reconfigured
structure.

Note: Working draft. Material is

subject to change 18




Recommendation: Reimbursement

~ * Beginning in FY 17 examine changing the
reimbursement structure from $45,000 per
call taker position to reimbursing PSAPson a
per call basis. '

— This will align incentives with desired outcomes
by compensating local and state PSAPS for calls
taken.

Note: Working draft. Material is 19
subject to change

" E-911

ORGANIZATION
AND

- MANAGEMENT

Note: Working draft. Material is . 20
subject to change

8/20/2015
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Background

Secretary of Administration produced a report calling
for the consolidation of the E-911 Board into the
Department of Public Safety. Report stated that 3 to 5
positions could be eliminated and resulting savings
could be achieved. ‘

Legislature did not mandate consolidation but
required the elimination of one position and $300K in
savings.

As a result, the E-911 Board asked for an independent
examination to assess organizational effectiveness
and identify potential efficiencies and savings.

Note: Working draft. Material is

subject to change 21

Current E-911 Staffing

Erocutive Difector T RS S .
IT Manager

IT Specialist

GIS Manager

GIS Specialists

Data Integrity Analyst
Trainers

Admin Assistant

_Part-time (Temp) Admin

h P WP N R R B R

Total ‘ 115

22

11



Findings: Consolidating E-911 into DPS

* Potential to eliminate 2.5 positions by
consolidating E-911 operations with the
Department of Public Safety.

* Resulting savings based of salary and benefits
are estimated to be approximately $207,000
annually.

* Secretary of Administration report appears
overly optimistic in the amount of savings in a
consolidation scenario.

Note: Working draft. Material is 23
subject to change

Findings: Consolidating E-911 Board
into DPS

» A consolidation model would not benefit the state or local
governments.

— In a consolidation model the state would assume all call taking
responsibility and cost.

— Any savings in position reductions are wiped out by extra PSAP
personnel costs at the state level because currently local PSAPs are
paying personnel costs to the tune of approximately $1,141,500
(571,500 estimate average cost of fully loaded full-time PSAP call-
taker/dispatcher X 21 people minus $360K in state reimbursement).
This cost does not take into consideration any part-time PSAP call
takers or the costs of additional call station costs of at either
Rockingham or Williston.

— Even with efficiencies, the cost to the state of consolidation is -
substantial. It also wouldn’t save the local PSAP substantial monies
either. Still have to dispatch.

Note: Working draft. Material is
: 24
subject to change

8/20/2015
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Findings: Consolidation Downside

* Consolidation will lead to:
— Higher Cost to DPS/State
— Loss of focus .
—~ Limited local and county control

— Will not result in needed savings for either the
state or locals

— A lose/lose scenario for stakeholders

Note: Working draft. Material is

subject to change %

Findings-:'ConsoIidation Upside

* Consolidation could lead to:

— Consolidated control of decision making at the
state level

— Increased nimbleness with fewer decision makers
involved.

— Less staff/ less bureaucracy

Note: Working draft. Material is

subject to change %

. 8/20/2015
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Recommendation: DPS Consolidation

* Recommend not pursuing the consolidation
model. Findings show that consolidation model
does not substantially benefit state or local
PSAPs. :

— Although consolidation may not be the model to
pursue, this doesn’t mean that DPS shouldn’t pursue
other avenues to off-set the cost of dispatching.

* Currently there is an inequity in the state in the area of
dispatching where some towns pay and others do not.

* Dispatching is a costly endeavor and DPS should recoup
costs to provide service

Note: Working draft. Material is
) 27
subject to change

Sample dispatching revenues collected

using 3 dispatch centers as reference (this

chart is solely for illustrative purposes and does not draw on
the costs of dispatching.)

| 1,000-1,500° - | $11,607 , 1$30,862

15002000 o swess s
2,500-3,500 - . 1$31,037 o $68,774 . ,

40005800 o swe o Swsosel

| 6,000-10,000 | $304,260 $537,698*

*Please note that revenues In the section 6K to 10K population are tax revenues that are collected for operating
a city dispatching center and are not revenues collected outside of the city for third party services. However,
they do illustrate the type of r that are fall ilable for this population grouping.

Note: Working draft. Material is

subject to change 28
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Recommendation: E-911 Board
Reorganization

* Promote Barb Neal to Executive Director

* Eliminate one of the three Emergency
Communications Training Coordinator
positions and assign public education
responsibilities to the remaining two
positions.

* Resulted savings of approximately $85K and
reduces staffing levels from 11.5 to 10.5

Note: Working draft. Material is

subject to change »

Recommendation: Savings Reductions

Strategy ~ Savings
Position elimination (see previous sudej - - '585,000
Reimbursement Reduction* $90,000
Budget reduction in vendor line item , $75,000
Budget redugtion in software ubgrade SS0,000 |
TOTAL Savings $300,000

*Reimbursement is reduced to public safety because number
of call-taking seats were reduced by 2 (2 X $45K =$90K)

Note: Working draft. Material is

subject to change 30

15
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Findings: Ongoing Financial Viability

¢ The E-911 board is funded almost exclusively from monies collected from
the Universal Service Fund (USF). The USF is funded by a surcharge that
is placed on the monthly bills of landline and cellular phone companies.

« With the recent addition of cellular companies paying into the USF to
offset decreased revenues caused by the reduction in landline use, the
fund will likely remain stable for the short term and see marginal growth
in the near future.. :

* Funding of the E-911 hoard should remain stable in the short term as
growth is expected to be slow and tracking with available revenue.

* However, any additional funding requirements such as higher
reimbursements for PSAPs will requirement an increase in the USF
surcharge.

— NOTE: A half of a percent increase in the USF surcharge should generate
approximately $1.4 million. Currently it is at the statutory maximum of 2%.

Note: Working draft. Material is

subject to change 3

Recommendation: Ongoing Financial

Viability

* There is no need to raise additional monies
from the USF in the near term.

Note: Working draft. Material is

subject to change 32
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